High turnover among managers can be even more damaging to your operation than high turnover among rank-and-file workers. If you want to keep managers, it is essential to understand why they leave. Surprisingly, money is not always the main reason. Keywords restaurant industry, restaurant managers, turnover, human resources
formation, we conducted a study of voluntary turnover among managers in a national quick-service restaurant chain. In this article, we will first present and discuss a model that appears, based on our study findings, to explain the chain of events leading to a manager's decision to abandon a job. Next, we will put this model into context by discussing what managers themselves see as the specific factors related to their intent to withdraw from a company. Finally, we will share our recommendations on strategies to control management turnover.
100-Percent Turnover
The company we studied is a rapidly growing national chain. In the eight years preceding our study, the company had grown from 70 units to nearly 900. In the two years before the study began, the firm had created more than 1,000 managerial positions. To fill its growing need for unit managers, the chain had developed an aggres-James M. McFillen, DBA, is an associate professor of management and director of graduate studies in business administration at Bowling Green State University. CarlD. Riegel> Ed.D., is an associate professor of management and director of the business-administration program in hospitality management at Bowling Green. Cathy A. Enz, Ph.D., is an assistant professor in the Graduate School of Business at Indiana University. She is the author of Power and Shared Values in Corporate Culture, a book based largely on the quick-service restaurant industry. Managers in this study reported three areas of concern: (1) the adequacy of company training, (2) the managerial skills of superiors, and (3) the firm 's organizational structure and policies.
I EXHIBIT 1

Characteristics of the management sampie
sive and sophisticated recruitment program. The chain also rapidly promoted employees into store management and had a fast-track program for managers who entered the chain with previous restaurant or relevant retail experience. Each store had four levels of management: manager trainee, assistant manager, junior store manager, and senior store manager. Above the store level, the operations management consisted of an area supervisor, an area director, a regional director, and a regional vice president.
In the year before the study, the chain had experienced an average store-management turnover rate of 100 percent. The projected turnover rate for the year of the study was 92 percent. At the same time, other fast-food chains were averaging 43-percent turnover.
Our study involved three stages. First, we needed an understanding of the chain's operations from the corporate to the store level. This familiarization stage involved data collection from internal and external sources. We placed researchers in the company's new-manager orientation program and had investigators work in the company's restaurants.
In the second stage, we interviewed 124 of the company's managers nationwide. We wanted to gauge the managers' attitudes toward their jobs and their employer, and we wanted to gather data on which we could base further exploration. We selected interview candidates from a broad range of operational levels-man- This model suggests that intent to leave a job is a function of two interrelated factors: the level of job satisfaction and the degree of personal commitment to the organization. Intent to leave is used as a substitute for turnover, because the ability to leave often affects whether an individual actually leaves a job.
EXHIBIT 2
Model of management turnover
Ability to leave
ager trainee through area director-and included managers from units with high and low turnover and strong and weak performance. We made sure to get a proper cross-section of stores with different sales volumes and locations. In addition to conducting the interviews, which took place away from the stores, our researchers also visited the stores where the participants worked. Their observations on quality control and the pace of operations helped to put the managers' comments into context. The interviews revealed three areas of concern: (1) the adequacy of company training, (2) the managerial skills of superiors, and (3) the firm's organizational structure and policies. Based on these concerns, we designed a questionnaire (the third research phase) that was designed to elicit information on the following issues:
(1) attitudes toward company policies, (2) quality of supervisory relations, (3) job satisfaction, (4) commitment to the organization, (5) intent to leave the organization, and (6) the degree to which respondents believed certain factors contributed to management turnover.
The survey was mailed to 3,100 of the company's managerial employees (trainee through regional director) across the U.S. Of that total, 1,046 managers returned the survey (34 percent).
M anagerial Archetype
The demographic characteristics of this company's managers are shown in Exhibit 1. The average respondent was a 28-year-old Caucasian male who had attended college, but did not graduate. He was the primary wage earner for a family with two children. He had worked in restaurant chains for four years before being attracted to his present job by a newspaper advertisement, and he had worked for this company for two and a half years. His workweek averaged 56 hours. Two unexpected characteristics of the sample were that 32 percent had previously threatened to quit the chain, and ten percent had actually quit and returned.
A Model of M anagerial Turnover
Many researchers believe that turnover results from a complex series of factors that influence employee attitudes and eventually affect employee behavior.2 While most models oversimplify the processes they represent, a model can provide a reasonable approximation of reality and is, therefore, useful in aiding understanding and predicting outcomes. The model shown in Exhibit 2 uses "intent to leave" as a surrogate measure for actual departure.3 This measure has been well substantiated in previous research, and it provides a control for factors unrelated to the organization that may influence an employee's actual departure. For example, an employee's desire to quit may be tempered by an inability to find suitable alternative employment. As the model in Exhibit 2 suggests, intent to remain in or to leave an organization is a function of two interrelated factors: the level of job There is a comparatively weak relationship between pay and the intent to leave a job. We believe that complaints about pay are a reflection of general discontent. If job requirements are truly excessive, increasing pay would only temporarily reduce discontent.
satisfaction and the degree of personal commitment to the organization. In combination with the personality traits of an individual manager, specific job events and characteristics influence the manager's level of job satisfaction.4 If the level of job satisfaction is high, the manager's commitment to the organization tends to be strong, and he or she generally holds positive job attitudes. As a result, the manager can be expected to stay on the job. On the other hand, if the level of job satisfaction is low, commitment wanes, job attitudes plummet, and the manager, given the opportunity, will leave.
Measuring the Model
One way of assessing a model's predictive ability is to measure the strength of the relationships it implies. To test the validity of our model, we evaluated the relationships between each of the specified components: job satisfaction, organizational commitment, and intent to leave. Job satisfaction. We measured job satisfaction with the Job Description Inventory (JDI).5 The JDI consists of several parts or subscales that measure satisfaction with work, pay, advancement, and coworkers. (The JDI has been validated in a wide variety of industrial settings.) We found that those managers most deeply involved in day- 
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to-day operations showed least satisfaction, on all subscales. Manager trainees, who have no operationsmanagement responsibility, and managers who had been promoted out of restaurants exhibited significantly higher levels of satisfaction than the assistant, junior, and senior store managers.
Commitment. We measured organizational commitment on another well-tested instrument, the Organizational Commitment Questionnaire.6 Our findings on commitment were similar to those regarding satisfaction: to wit, trainees and multi-unit supervisors indicated higher levels of commitment than store-operations managers.
If the turnover model is accurate, then, the in-store managers should show the greatest intent to leave, because their job satisfaction and commitment were the lowest of all those in the organization. This proved to be exactly the case. Assistant, junior, and senior store managers had stronger intentions of leaving the company-by farthan those managers who did not have direct store-management responsibility.
Dominoes
The turnover model also suggests that there is a sequence of situations, in which one event influences the one that follows. To test this proposition, we calculated correlations between the three major parts of the model-satisfaction, commitment, and intent to leave. We found significant and sizable correlations between these three compo- terly, 26 (May 1981), pp. 1-14. nents. The strength of these associations reinforces our premise that job satisfaction, commitment, and intent to leave are related.
But the model gives us more than that; it argues that commitment should be the best predictor of an employee's intent to leave, and that job satisfaction should be the best predictor of commitment. We tested this notion through multiple regression, a statistical technique that indicates the strength of relationships between two variables, one independent and the other dependent. The independent variable should have a bearing on, or explain the variance in, the dependent variable. Through regression, we can assess how much of the variance in a dependent variable is associated with particular independent variables.
The regression model indicated that satisfaction with work and organizational commitment had the strongest influence on managers' intentions to leave; together, these factors explained 66 percent of the variance in intent to leave. Similarly, job satisfaction accounted for 54 percent of the variance in organizational commitment.7
From this analysis, we concluded that job satisfaction-particularly relating to work and advance-7The tests were significant at p < .00001.
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ment-strongly affects commitment, which in turn significantly influences managers' intentions to stay or to leave. For firms plagued with excessive management turnover, this model provides an effective diagnostic tool.
Root Causes
While the turnover model provides a diagnostic tool and suggests that advancement and fulfilling work are key issues in retaining employees, it falls short of providing detailed insight into the causes of turnover. To determine these causes, we asked the managers to indicate the degree to which they thought a number of work-related factors (e.g., pay, work hours) contributed to turnover. Managers' responses were correlated with their intent to leave.
The rank order of these items is shown in Exhibit 3. Pay was rated as most important, followed by issues relating to supervisors' managerial skills, work hours, job pressures, and scheduling. Our earlier research, however, showed a comparatively weak relationship between pay levels and intent to leave, and pay did not emerge as a major issue in our preliminary interviews. We believe, therefore, that the high ranking given to pay levels is a reflection of general discontent, rather than discontent with pay itself. It may be that concerns about pay indicate that managers believe their job demands exceed the bounds of their compensation. By this logic, if the job requirements are truly excessive, increasing pay would only temporarily assauge the for the chain as a new method of birth control; he hardly ever got to see his wife, he said, and he had no energy to do anything about it when he did. Fear management. The respondents were displeased by the way they were treated by higher-level managers. They felt they were ruled by "fear management"; feedback was highly negative and frequently abusive. Goals were unclear and conflicting. Communication between management levels was strictly downward. Superiors displayed poor leadership skills and failed to project a professional image, in the respondents' view.
EX H IB IT 3 Managers9 rankings of reasons for turnover (in descending
False impressions. The managers were also concerned with the company's basic policies. They said recruitment efforts created false impressions about restaurant management, resulting in unrealistic expectations. The timing and criteria for promotions were not standard, leading to the perception of bias and favoritism. Insiders waiting for promotion were demoralized when outsiders rode ahead of them on the fast track to regional positions. Operational guidelines from corporate headquarters were enforced inconsistently, and they seemed out of tune with the requirements of the company's wide variety of stores. Finally, the concept of a "working manager" (i.e., actually working a position in the restaurant) created excessive pressures and was viewed as reducing the manager's status. Simultaneously managing and working a position often prevented managers from supervising the overall operation or participating in necessary training.
Controlling Turnover
It makes sense for hospitality firms to take steps to manage turnover. By this, we do not mean eliminating it, because sometimes turnover is a useful corporate strategy. But we do suggest creating an environment that fosters the retention of contributing managers, while holding no particular attraction for marginal performers.
Management turnover is complex, and simple "one-shot" solutions will always fail. In fact, some one-shot efforts, applied in isolation, can aggravate the overall problem. A general pay increase, for instance, will probably not compensate for a multitude of other corporate sins, but it might have the negative result of "locking in" managers who probably should leave. Strategies designed to remedy excess turnover must be multifaceted and address the specific needs of the work environment. Tactics will, therefore, vary from company to company, but the primary areas of focus will likely be similar, regardless of the firm or industry segment.
Building Job Satisfaction
The venerable notion of improved job satisfaction appears to hold promise as the key factor in controlling turnover.8 Satisfaction is first in a chain of events leading either to withdrawal or retention, and it is a factor over which firms can exert a great deal of control.
8Research has not substantiated a relationship between job satisfaction and positive job performance. No relationship is implied in this article.
But creating a higher level of job satisfaction is easier said than done. As a first step, we suggest that organizations probe the levels and causes of dissatisfaction in their management ranks, as we have done for the company discussed here.
These key areas of dissatisfaction, in turn, must be broken down into their root causes or "action components." These components are specific problems on which management can act. It is difficult to do anything about the generalized notion of a "training problem," for instance, but if we know of difficulties in scheduling training classes, we can alter the training materials to permit individual selfinstruction, or to take other steps to overcome the specific problem identified.
We developed an action plan for the chain we studied. The outlines of two portions of this plan, dealing with training and with organizational policy, are shown in Exhibit 4. To ameliorate the appearance of unfairness in the company's promotion policy, for example, we suggested clarifying the criteria for promotion and restructuring the fast-track program. Different companies will have different problems that require other solutions.
The final phase of the turnovercontrol plan depends, of course, on how well it is implemented. Management must decide at this point whether the costs and efforts justify the anticipated benefits, what the specific goals will be for the plan, and what specific tactics will work for that company's environment. But it is unwise to try to tackle the turnover problem without examining the specific root causes of managers' departures. The model presented here is a clear lens for that scrutiny. □
